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摘  要
         
         
企业的改善并非是一个阶段或一种方式的改善，是企业追求更好的持续过程，通过
精益生产的工具与方法解决流程中存在的浪费活动。在企业整个运营体系中，什么
环节中存在的浪费比较多，在制造行业，生产流程是我们最为关注的；在此过程中
涉及到三个流：物料流程、信息流和工艺流。如何将流程中不合理或不增值的活动
找出，并进行优化，合并或消除这些浪费，提高生产的效率；同时考虑过程中产品
质量的控制，提高产品质量及生产过程的稳定性，增加产品的附加值，提升最终客
户的忠诚度和满意度，这才是企业推行精益生产意义所在。
   本文主要介绍S公司一条装配线推行精益生产过程，运用精益制造的“4P模式
”里面的相关理论知识，将推行精益生产理念从点改善开始即项目改进，变成为系
统化全面推行精益生产，最后将推行精益生产的目标变为持续改善的文化。整个改
善过程中通过精益生产的标准模式进行评估、专业价值流图分析、结合公司推行精
益生产的里程碑，找出需要改善的点；以流程优化为中心，提出本阶段精益生产改
善的实施方案，结合定性和定量的系统分析，实施S公司精益生产过程中具体的改
善项目；整个改善过程是完全按照六西格玛项目标准流程进行，包括定义、测量、
分析、改进和控制的顺序，对项目的分析、实施改善过程进行分析描述；在案例中
系统论述了S公司在装配线进行了工序工艺流程优化，实现生产平衡---均衡化生产
；利用电子看板,改变信息流，建立拉动系统；通过拉动系统优化物料流，以及在
线物料上线方式的改善，最终达到消除生产工序及人员动作过程中存在的浪费，降
低生产成本，提高产品质量和员工的满意度。
   本文通过S公司其中一条装配线实际推行精益生产，决解了流程存在的问题，但
是由于公司发展太快，厂房面积限制，物料周转仓库剥离生产厂房，加上周转仓库
区域与公司生产区域距离较远，物料种类较多，同一仓库针对多条生产线和装配线
，导致生产线紧急换线有缺料的情况，需要进一步优化；但并不影响整体改善。所
以本文总结了在汽车行业的推行精益生产的思路和经验，企望这种思路和经验能对
其他企业（特别是汽车制造行业）有所借鉴。
         
关键词：精益生产；流程优化；电子看板
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Abstract
         
         
Improvement is not short time activity or a changing of production style , it is a
long-term action to continue to improve, and reduce the waste of process through
lean tools or solutions. Which process has more waste in company management
process? Production process is very important in manufacture company. There
are three flows in production process, including material flow, information flow and
technology flow. How to find the waste from these three processes, and take
actions to improve. Combine some process or eliminate some process, finally
improve efficiency of productivity. At same time we need control products quality
well, and let our process to be stable, add value for our customer. Finally improve
our customer’s satisfaction and loyalty, that is our purpose to push lean
production.
In this thesis we show the implementation of lean production in assembly line of
S, use the theory of Lean manufacture to transfer Lean production from project to
system improvement, and finally to become improvement culture. We made the
action plan through Lean production assessment model, analyses of value stream
map , aligning with Lean production milestone of company. And explain Lean
production from S actual case. The thesis describes the implementation process
according to the six sigma procedure of definition, Measure, analysis,
improvement and controlling. The case study also describes optimizing the
process. To achieve one piece flow, pull system through E-Kanban and
production logistics. Finally eliminate the waste of production line, decrease the
production cost, increase product’s quality, let customer to satisfy.
The experience and innovation of improvement was summarized by studying the
implementation of lean production in assembly line of S. But we still have limited
area to improve due to long way between warehouse and assembly line.
Company develop fast and has limited area of workshop, the warehouse was
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moved out. So we have waiting material risk due to urgent order changing. But we
still can improve others. It also provides the reference  for others company from
Auto business.
         
Keywords: Lean Production; Process Optimization; E-Kanban
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